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7 PROPOSAL FOR TH 


RAPID TRANSMITIAL Of INFORMATION REPORTS AND CUSTOMER REACTIONS 


“The Problem: 

The problem faced by the Agency Planning Growp in the routine in- 
‘tLelligence field comes under three headings: | 

a. Speed of procecsing, taking advantage of new technology; 

db. Quality of reportiag, dismissing submargine}. information -- and 
sources -- at the earliest possible satage; 

Gc. Tailor-made dissemination to keep analysts from being flooded 
with materials not pertinent to their work. 

These facets are interrelated: Processing delaya in aattine reports 
£o customers bread additional. delays in getting reactions and evaluations 
‘to the collectors. The half-life of information is short; loss of interest 
in it due to time lag produces lack of interest in imoreving the source's 

productian. 

Tf we ave able sigrificently to cut the number of processing stepa 
and their agzregate tine, users will better recognize their own interest 
in furnishing feedback to the cellector. Collectore will appreciate this 
timely interest in their operations; and. case officers and sources alike 
will be encouraged by the sveed with which their material wae handled, and 
the interest Washington has taken in it. 

speed end quality sre particularly closely interwoven in the field 
oF margingl or submarginal reporting. If users can let the collector 


know quickly that certain materials are valueless, operations cen be 
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effectively re-directed or stopped, freeing field manpower for more con- 
structive enterprises. If the discovery of lack of value is delayed, or 
not communicated, operations go of indefinitely, producing nothing, and 
the Agency's best asset, its professional manpower, remains tied up in 
then. 

In late 1958 the DCI appointed a planning ereup, representing all 
elements of the Agency concerned, to recommend a communications snd re- 
porting system for CIA which would reauit in a speedier and more efficient 
flow of reports to the using analysts. The proposal below has bean de- 
veloped by members of this planning group. It is designed to cover a 
fairly Limited number of CYA reports in the early ateazes of ita opera- 
tions. tt ig alse designed, however, to be expanded to cover a larger 
percentage of CIA reports end possibly even the reports of other intelli-~ 
gence agencies if operating experience proves thet these steps may be 


desirable. 
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The Need for a More Expeditious System of’ Reporting 


48 8 result of recommendations made by the President's Board of 
Consultants on Foreign Intelligence Activities (the Bull Committee}, the 
President has directed the intelligence community to establish a syatem 
for the reporting of critical intelligence within speeds approaching ten 
minutes. The "Critic" system bas been designed to meet thie specific 
task. In devising the "Critic" eystem, however, the Critical Communica- 
tions Committee advanced, and the USIB approved, the view that for any 
system of reporting of critical intelligence to achieve maximm efficiency, 
it was essential that there be an increased flow of more timely background 
data against which to assess items of critical intelligence. 

In view of the emerging capability of the Soviet Union in the field 
of guided missiles and the general speed-up in the field of Weapons and 
communications, the DD/I has set as a goal the establishment of a report- 
ing system in the intelligence community which will ge¢ substantially all 
intelligence inforsation to the analyst within twenty-four hours after 
the preperation of the veport in the field. Communications and other 
mechanical techniques are sufficiently advanced to take thig a feasible 
goal, 

Before developing a system that can include the reporting of the 
entire intelligence comunity, it is necessary that CIA develop a systen 
for its own reporting that will move toward the achlevement of the 
twenty-four hour goal. The experience gained and the techniques devised 


in the development of this internal system might well provide the basis 
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for a rapid syssen encoapassing the remainder of the intelligence 
conaanity » 

At the present time information ie received vy intelligence sualyste 
over an extended periad of tina aster the event being reported, Sone 
intornmtion ie received in a matter of hours or days —_—<—_—— os 
the scebled vepocts of obner repovting agencies, including the Clandestine 
Services of GIA. The bulk of the information, however, ts received in 
dispatch or report form over several weeks or months feollewlng. For 
exrapjle, Clandestine Services souched reporte, accerding to a recent 
two-day sample, reach tne analvete’ desks on an avernce of 54 daye atter 
theis acquisition in the field. A athematic chart of the present aryi 


the desired patterns of the receipt of reports by analysts follows. 


c - 
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The Volume of Reporting . 25X14 A 
aex4 Ae 1954, the Clandestine Services disseminated PMMMrcports, 
ae fhis volume has increased every year since. 
20X1A 
In 1958, the C3 disseminated over [nn 
were TDs. These figures, over this 5-year period, represent increases 
of 47 per cent in the totel mmber of reports and over 300 per cent 
in the mumber of TDs disseminated. Thia volume of Saea tue -- even 
supposing it to be wholly desivable -- imposes grave steeanas on 
available facilities, personnel and procedures. It appears to have 
outgrown the Agency's ability to handle ani use it effectively. Evi- 
dence of this is to be seen in deleys between the receipt of informa~ 
tion reports at Headquarters and their delivery to customers gach as 
thoge reported ebove. 

CS reports laterally disseminated in the field sometimes reaca 
other agencies and departments in Washington through their channels 
appreciably sconer than through CIA. In some instancer, other ageacies 
and departments heve disseminated information teken frcm cra reports 
in their own publications before the Agency received its own copies. 
Customers complain that they receive too many reports thay do not 
need, and thet they fail to receive information they dc need. The 
limitations of collection mechanisms aside, collecting componente ree 
tort that customers fail to make their needs kacxn throvgh clearly 
phrased, up-to-date sequirenente and substantive eveauation of peste 


A lack of commmication between the two elements is evident. 
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The Guidance Factor . ; 

Adequate guidance would do mich to improve CS regorting in all — 
these respects. It would inform the field -- promptly and frequently 
-- whet the commmity wants, and thereby eneble the collector to 
concentrate on acquiring thet information. In doing this, it would 
reduce the volume of reporting -- ani this gueller volume of better 
material, could be handled more speedily. There is a school of thought 
which argues that formal Requirements alone dictate what information 
4s to be procured. This is true to an extent: anyone procuring 
information which falls within the scope of a specific requirement 
will send it in. But this does not in prectice limit the procurement 
of information which is not responsive to needs, or which ia only 
perely 80. 

The uman reasons ere simple: at one end ia the hungry writer of 
requirements. He writes loosely in order to obtain all. information 
vhich my bear oa hie subject. At the other end 1s the field case 
officer. He will find some bearing on sone ate in almost 
anything. The “Initial Reactions” proposed in the peoaent paper are 
intended to supplement requirenents and substantive evaluations with 
a new formof rapid, frequent, critical appreciation of production, 
and thus aid in establishing communications between aieeeeae analysts 
and producers of information. | 


The no/P has set as @ goed the weeding cut, at cS field stations, 


of volume reporting below the level of significance to the intelli- 


gence cammnity, through the judicious application of these and other 
available means 
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Synop sis of the Proposal 


The cycle of the pruposed system consists of the following elements: 
. | 


a. Reports are typed at the field station in TD format on a Flexo- 


a 
WR 


ia 


electrical meang. 


—— ©. 
6. Qn a twin of the input Flexouriter, as -::-- 


na’ically typed in TD format, and carbone furnished to the action desk. 


e. An OCR document analyst assigned to the Cable Secretariat places 
appropriate ISC codes on the mat, together with an indication of the dis- 
senmination normally accomplished by OCR. eously » the action desk 
reviews ita copies, adding appropriate release and caemauned instruc- 
tions and muking minor corrections. A completed copy 1s returned to the 
Cable Secretariat. | 

f. The fully ISC coded, released, corrected, and CS-nunbered TD is 
then run off for external and internal distribution by mesagager or e@lece 
trical transmission. 

&- Initial Reaction Sheets (see Attachment A) are filled in by 
analysts with substantive iaterests, and returned within three waning 
days to OCR. | 


h. The Machine Branch of OCR processes incoming Taitial Reaction 


epeets on yucet cards. Lists of Requirements are processed Fe the sane 
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manner. Reproduced decks of these cards go to the Machine Branch of RID, 
DD/P. 

1. OCR furnishes DD/I internal disseminetion and aocunent processing 
offices with appropriately organized tabulations of adnate - reactions to 
disseminations they have received (Question 1), and liste of ISC coding 
proposed by analysts which was not foreseen in the initial coding precess 
(Question 8). 

J. Meantime, the Machine Branch in the CS has punched carde of other 


information, such as report numbers, projects, sources, originating sta~ 
tions, appraisal, subject, etc. Upon receipt of ths carde mde from Initial 
. Reaction Sheets, it processes these for transmission of apaclfically perti- 
nent tabulations by pouch or teletape to the field, with copies to the 
desks and Staffs concerned. | 
5X1 we pilot model of this systex can be promptly eatablished with the 


I nec essere wien ents scan, 


the whole system can then be adapted for use elsewhere ot perticuler 


features spread out to cover CS reporting across the board. The issue of 
whether and how to apply the system te customers in soiae Agencies can 
then be worked on piecemenl. | 

There is no mechanical reason why the full cycle of reporting to the 
customer, ami return of initial custoner reactions to ig field, need take 
longer than ten working deys, if unaccaupanied pouch is ased, and less if 
tape is trananitted by electrical means. 


~5-C-R- Be 
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Processing by the Field Reports Office 


The format of the report to be used by the field station is a com 
promise between the cable and the present dispatched Information Report. 
The intention is to provide a means by which the firct typing of the 
report remaine the only one in the whole process, unless extensive re- 
writing, and thus retyping, becomes ee To Seite this, the 
field will use the format of the Headquarters T.D. ab inttio for this 
method of reports processing. | 

As 8 distinction in format between a Telotapel 1'.D. and a cabled 
T.D., the original typed in the field will be covered by the Operational 
ami Source Cover Sheat which is normally attached to pouched Information 
Reports. Use of these forms will assure a saindees ceparation of dige 
seminable information from oll other. | 

‘Pyping takes place on a Flexowrlter according to a fined forms 
embodied in a Menual., The format should satialy Locel dissemination 
needs a8 well as those of Heséquarters. The station is free to take 
edventage of the varicas mechanical features of the Flexowriter which 
permit automatic typing of standard information, and initial typing in 
draft followed by autezstic final typing. Skilled operators will scoa 
obtain optimm results. | 


| 
In any event, the finel typing of the Operational and Seures Cover 


Shest, ami the T.D., is mode with the tape punch oa. The finished tape 


-25X3 
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Confirmation Copy 
In the subsequent processing of the tepe, the registries bota in 


the field and at Headquarters are bypassed. Ia order to satisfy the 
records needs of both, we move the original typed copy of the Teletape 
dispatch by pouch, and treat it in the same manner as any base dis- 
pateh for records purposes. Thie confirmation copy would also be used 
to back us up in any situation in which tape is lost (no such eveat has 
occurred to date). Needless to say, carbon copies of the original 
typing are used in the field for the station's file and documentetion 
purposes. It appesers advisable to use the seme method in the Teletape 
reporting process. = . 


Approved For Release saat CIA-RDP92B01090R002600110002-6 


25X1A 


a 


Approved For Release 2001/03/07 : CIA-RDP92B01090R002600110002-6 
/ 
| SeR-CeR~E-P | 


Processing Upon Arrival. at Headquarters 


Adequate messenger errangensats exist for the wo ont of Telstape, 
— 


RID. ‘the tape is werely logged os a unit and moved by hand to the 
Signal Center in L Building without delay. There mechanical processing 
produces a clear text tape. In the Teletape process os wa have tested 
it eo far, this clear text tape is delivered te the Division for further 
“handling. For the reporting purpose, however, we propose that it go 
directly by dusb-vaiter upstairs to the cable Seeretoriat. 
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Processing by Cable Secretariat 

The frat iten to appear on a reports tape vill be the non- 
disseminable Operations] end Source Cover Sheet. The typist in the 
Cable Secreteriat will place one of these ahects, with the number of 
earbons required by the Division, in her Flexovriter end autowatically 
type this portion of the material. The machine stops at the end of 
the pege. The typist then puts a T.D. mai, with three or four carbons, 


inte the machine end resumes automatic typing of the disseminable por~ 
tion of the report. | 

The Cable Secretariat reteins the T.D.. mat for treatment as 
described belov. The Operations ani Source Cover Sheet ani carbons, 
and the carbons of the T.D., ere furnished by messenger to the 


Division reports office which has acticoa on the report. 


| - ssi | 
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Processing by the CS Area Division | | 

Incoming reports are screened by the reports officer concerned to 
Separate immediately releasable materiel from that which cecuivke reo 
writing. | 

Normally, immediately releasable material will be Beles first. 
It will be given « CS report number and the distribution assigned. The 
copy used in this review will then be released by the Division reports 
officer and forwarded to the Cable Secretariat with an indication of 
the number of copies required in the Division for the purpose of internal 
C3 distribution. Miner corrections, if indicated by the Division, ean 
be mede either on the finished 7.D. mat, or by autouatic retyping trom 
the original tape in the Cable Secretariat. . | 

Material which mst be reprocessed prior to iiewantaatiod will be 
retype’ in the Division on a new T.D. mat. Tals ie thon furnished to 
the Cable Secretariat fer disseninetion. This will cause he destaue- 
tion of the original mat by the Cable Secretariat. At. seasonable 
intervals, 9 member of the Requiremsata Staff reviews mireleased q.Ds 


at the Cable Secretsriat end inquires inte the causes of undue delays. 


pi | 
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Similtancous Coding | 

Waile this review process takes place in the Division, an OCR 
document analyst, stat/oned at the Cable Secreteriat, has assigned 
pertinent ISC mmbere (provably fron the new, revised version of the 
Code) to the report, and notea than on the TD mat. He has also indi 
cated the Seventeen the report should receive beyond thet assigned 
by the CS. ALL run-off copies will thus bear the code tambers and 

dissemination, end no processing time was lost by injecting these 
_ essential steps ut this stage. 

As soon a; the release copy of the TD is received from tae Divie 
sion, the Cable Secretariat types the CS mmber on the nat, as wel 
as esmendmen'’.s to the standard CS distribution laddex. Minox correc~ 
tions in tue text can also be taken care of at this stage. The TD is 
then rum off in the requisite muber of copies for interoal and exter- 
nal CS lissemination. Courler distribution takes Plsse along with the 
now customary distribution of cabled De. | 

It is possible at this stage te take advantage of the available 

eas clea text tape which was used in the automtie typing of the TD to 
reliy the report electrically to custaners. The charces are, however’, 
that unt equtyment hecanes available this typa of processing 
will be limited to offices which have the essential equiyment now 
functioning, 1.e. essentially OCI. We consider it deaivable to make 
electrical dissemination to OCI in order v> acquire the necessary 
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Approved For Release 2001/0309 2 Gl ROP92B01090R0026001 10002- -6 


= ae 


Approved For Release 2001/03/07 : CIA-RDP92B01090R002600110002-6 


5S-E-C-R-E-T 


operating experience against the day when it may be necessary or de- 


sirable to make extensive electrical dissemination to a wide range of 


customers. 
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The Initial Reaction Sheet 


Waile the form is self-explanatory, several points should be made 
in suygort of it. . 
ivexy department of the Agency has experienced 8 steady increase 
in busi.ess, volume of peper, operational activity, number of reports, 


nunbe; of cable groups transmitted, ete., every year. ‘There appears to 


be © steoty snmuat crovtn I 2. is the result of 


15 years of preparatory work now giving us » in volume if not in quality, 


nereasingly the product we have sought. On the other hand, we have 
reached oui peak in manpower. | 

Sooner or later this conflict whl cease to be merely ennoying. 
Most of us plead that ve are so overloaded that we cannot teke on 
another piece of paper or another form. Individuel components strive 
valiantly to improve the effectiveness of their use of mempower by 


regulating themselves a little better in one respect or another, but 
the paper Plood does not diminish. | 

The fact is that all elenents in the reporting Susinees » fron 
procurement through analysis, are parts of a single wnole. Cace the 
most serious problems facing each of the components are viewed, ape as 
their exclusive, individual concern but as aspects of a single large 


problen, then new solutions offer sneee ve Ay may tend to be 
simoler and more  eerestive: We refer to 


"The 
Guiding of Intelligence Collection," Studies in Inteliigence, Vol» 35 
No. 1, for other aspects of the same issue. 


Let us have the courage to face the analyst -- to begin with 
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: within the Agency -- with enother form. The payoff will be worth it. | 
Three aspects of the reporting problem are combined in it: those of 
appropriately limited dissemination, of adequate ISC coding for later 
retrieval, and of a quick expression of interest to assist the collector. 
: | 
Only those analysts should be asked to use the form whose "feedback" 
will be worth exploiting, i.e. the specialists concerned with the sub- 
ject matter reported; those responsible for writing collection require- 


ments; those whose work will suffer if information is not adequately 


retrievable for lack of coding. It stanés tc reason thet their cocpera~ 
tion will be quickly rewarded by receipt of fever reports which are of 
no interest to them; by retrieval of filed materiels they need in research; 


by more direct and effective contact with the collectors, triggered by 


their responses on the IRS. 
The analyst hag more important business than to fill in forms; 
hence the form mst be simple, and easy to use and wail. We might 
provide participating analysts with blenk forms, end pre-addéressea 


envelopes containing identifying pre-punched cerds, to mke processing 


easy at all stages. | 
Punched -card processing of filled-in IRS forme ehouvld be used for 

ell reporting derived from it. Thie vill allow us to use the fom in 

a single copy never requiring manual sorting and distribution. All 

| derived ee take the form of tailor-nade machine tabulations. 

| The form as it appears in the attachment, although finished in 


appearance, is merely a draft for discussion and further refinement. 


-19 -— | 
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Feedback for Coders 

Every theoretical. discussion of retrieval problems brings out the 
inevitable human limitations in the coding process. For a recent review 
of this problem, see “aul A. Borel's article "Oa Processing Intelligence 
Information," Studies in Intelligence, Vol. 3, No. 1. | 

Analysts in the Dvcument Division are not omniscient universal 
geniuses; they are able to assign the apparently essential codes, but 
they are bound to overiock, or not to be aware of, angles under which 
retrieval might in future become essential. ‘This is the seiaary eriticism 


of the present library system, leveled at it by personnel using it. The 


intelligence subject caie, present or revised, is a splendid instrument, 
useful exactly to the point to which codera properly foreses the headings 
under which material muy need to be recovered, but no further * 

The better and more widely known the Intelligence Subject Code, the 
more it is directly used and contributed to by experts in their various 
fields, the better the retrieval system. The Initial Reaction Sheet pro- 
vides a simple methed of contributing to the coding. This presumes that 
the ISC codes originally assigned by document anelysts are available on 
the report for review. Any anelyst who receives a copy can take care of 
his own interests beyond the initiel coding by adding — codes 
on the form. : , 

Mechanically, the additional entries will be referred to the Docu- 
ment Division in weekly tabulations. These will cite the of each 


contributing analyst, the additional codes each has proposed » and the 
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report numbers to which these pertain. They can appear in ‘document number 


or ISC Code order, or any other desired arrangement, for discussion with 


the proponents if this is indicated, and integration into the system. 


nce this feedback process has been undervay for some time, and 
analysts have become used to it, it is to be hoped that they will develop 
such confidence in ane ability of the library -- particularly as mechani- 


zation provides Aaereeetiely reliable and rapid service ~< fet retrieve 


what they need, that they will be willing to dispense with! he bulk of 
their own paper holdings. ne aoe participation in the coding process, 


this confidence, we believe, cannot be established. : | c -é 


ae 


- 21 - 
mpprevec For Release 2001/03/07 : CIA- RDP92B01090R0026001 10002- 6 


en Tee | 


Ae to ANAS SETS: BS RES SS SHC ee 


Approved For Release 2001/03/07 : CIA-RDP92B01090R002600110002-6 


S-E-C-R-E-T 


Feedback for Disseminators 
Background Papers Nos. 1, 3 and 4, when read together, spell out 


another cause of deluys in processing information reports to the ultimate 


Agency user: The vethod, now in use, of successive dissemination through 


organizational channels, with major distribution to the Office, from there 
to the Branch, «rom there to individuals. Bulk precessing through several 
steps is inhevently inefficient, when seen as a whole » not only in terms 
of time, buc also in terms of the maumber of coples required which must be 
based on extreme potential needs, eather ‘than specific known needs. 

Aiternatively, dissemination might be achieved within the Agency, 
fron a central point directly to individusl analysts, on the basis of 
their specific requirements, kept up-to-date on a continuing basis, by a 
feedback system suitable to mechanization. | 

Under such a system, dissemination can take veces by sud jects coded 
in the ISC, thus taking adventage of the fact that reports noved by the 
propoged reporting system will carry pertinent codes on every copy. Coded 
requirements, on the one hand, and coded reports on the other, are & pre- 
requisite for any attempt to mechanize the routine portion of the dissem- 
ination process. (Unusual spot requirements would be handled outside the 
system.) 

An analyst's Statement of Requirements may be derived in the first 
instance by tabulating his response to Question 1 of the Initial Reaction 
Sheet over a period of some months. The tabulation would contain all the 
reports he received, and their subjects in terms of the Tse cote. 
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Document analysts could translate this tabuletion into a tentative State- 
ment of Requirements, for refinement in discussion with the analyst con- 
cerned. This would yleld the analyet'e current Statement of Requirements 
on which disseminations to him would be based. This in avn would be 
kept up-to-date by the continuing feedback of his reactions on the Iks. 

The experinent in automatic diesemination now aatenway ia AFCIN-1 
indicates that much additional peper is pumped into the mill by the 
straight-faced, undiscriminating machine. Thie is due to inadequately 
spelled out requirements which are adequately understood by trained 
analysts, but cause hash by machine. A feedback system as proposed here -- 
properly used -- will tend to give the analyst end his supervisor direct 
control over the volume of information delivered to the "In" basket. 

‘The supervisor is an interested party inthis process because of his 
responsibility for a proper workload distribution to his Mipdeadnaten: 
This, in practice, is e most difficult task; most supervisors carry their 
own workloads, and do not inspect their subordinates! "In" bantets at 
‘regular intervals. Based on the Initiel Reaction Sheet, supervisors may 
receive every week, or at any other convenient interval, a tabulation by 


name of their subordinetes of the reports they tock in, and their reac- 


_ tions to them. This ie a tool which might lend itself very well to 


proper workload dietribution. 


2 


| | - 3 - | 
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Feedback for Collectors 

The remaining materiel on the form is intended to guide the collector. 
It dees not contain written evaluations, but provides for checking off 
the simplest and, under the circumstances, most useful Ainekts of 
guidance. A punched card system will be developed to bring these ele- 
ments to the rapid attention of field stations and Reslquarters desks and 
Staffs concerned. The systen enbodies the essential facta of projects, 
sources and reports, i.@. the Operational and Source Cover Fneet, the CS 
report form, or its TD equivalent, Project Summary Sheet, and lists of 
Requirements and their numbers. Non-operational portions of these cards 
will be reproduced for OCR for tabulations of use to DD/i an On 
the basis of this material, and the Initial Reaction Sheet cards received 


from OCR, the Machine Branch in the CS will be in a position to distribute 
| 


such reports as the fellowing at appropriate intervals: | 
| 


1. To the field -- 

Ry station or base, source cryptonyn, and re- 
ports officer: a tabviation of reports in Picla report 
and cable number order, citing the CS number, ‘the subject, 
and each Initial Reaction received to date; requirements 
levied on the station, citing reports and IRS reactione 


pertinent to each; a list of reports not disseminated by 


Headquarters, giving brief reasons. 


2. For the Headquarters Branch -- 
Copies of the above; in Source or cs number 


order, a list of outstanding evaluations (trom Question 7 
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of the IRS) with the names and telephone numbers of the 
analysts who promised then. | 
_ In order of customer offices: a tabulation of 
CS reports originated by the Branch, giving the names of 
individual analysts and their initial reactions. 
Copies cf materials detailed below. 

3. For the Requirements and Project Staffs -- : 

By Requirement Numbers: reports referenced to 
them and Initial Reactions received. 

By source cryptonym: a tabulation of materials 
rejected by customers in response to Ginatiene 2 through 6 
of the IRS. 

While the value of materials of this sort should be apparent -- take, 
for example, the operational usefulness of a quick sewaetea ce Question 3 -- 
the limitations need to be pointed up as well. The chief intention is to 
provide officials concernead with a convenient handle by which te investi- 
gate.a situation. re Initial Reactions run consistently high on a Low 
cost source, Headquarters personnel need to spend little tine on opera- 
tional massage in the renewal precess. On the other hand, tr Initial 
Reactions run adversely, this provides an indication to the desk and the 
Staff that the situation nesdis to be looked into. The purpose of the 
tabulation is not to allow rejections te be drowed in the stack of paper 
which is surfaced once a year in the project renewal process, but to pro- 


vide a convenient method for the prompt closing of marginal operations 


in the light of all pertinent facts. : 
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Effect on Substantive Evaluations 
The amount of bookkeeping now und#rteken in the CS to keep track 


of individual projects and their reporting product is very consider- 


able. The scheme as outlined here does not encompass the present 
substantive evaluation process, the importance of which is in no way 
affected by it. In present experience, more then half of the rather 
elaborate Form 39 are returned by customer analysts with shack marke 
only, and no substantive comments whetsoever. By diverting these to 
the IRS, and by freeing desk and Steff personnel of soutinn bookkeep- 
ing chores, it should be feasible to spend more time in personal or 
telephone contact with quelified enelysts to obtain specific useful 


commente. 


One novelty of this scheue, which is apt to meet with some appre- 
hension in the CS, consists of the direct, uninhibited two-way 


communication between the recipients of information and its producers. 


H 
53 
z 
Ly 
i 
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An initial reaction to the product is sent right back without inter- 
vention at the Headquarters desk. This carries the risk that the 
field may act independently on the feedback to stop or redirect a pro- 
ject, as the: case may be, without being so directed by the Hokdauatexé 
desk. There are two sides to this conbroverey: ve would argue that 
the CS have personnel in the field so competent that we entrust them 
with the conduct of operations which sometimes cerry ceaalastanic risk; 


we can rely on them to discriminate. Furthermore, the desk is in @ 


position rapidly to add its comments to the material commmicated to 


the field, since it receives a copy simultaneously. 
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Under the impetus of this system, it 1s to be hoped that substan~ 
tive evaluations will be processed to the field with a speed. 
approximating that of the Initial Reaction system. They nee take on 
the order of six months to reach the field from the date of the belie: 
inal report. They are often valueless by that time. The reagons for 
these delays are for the most pit mechanical and will be eepacately 
investigated and dealt with. | | 
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| 
Mechanical Aspe :te 

The mecha cs of the process from the aorlyst's point of view 
are simple cna th. Upon his first reading of new incoming materiuls 
he will fli ov; the form. He will alse have in his desk blank 4e-- 
tailed evaluatim sheets which he my vent to we at the same time, or - 
dater on ~~ alt iough as soon as poasible. The forms, or envelopes | 
containing ther. are all addressed to the same point: ‘he Machine 
Branch of CCR. We estimate that one keypunch operator can handle six 
or eight muadre . forms of this type a day. | | 

After key}.nching and verifying, the bulk of Initial Reaction 
Sheets should t: destroyed. They have no documentary velue and are 
completely expl.tted by machine processing except where they contein 
verbal instructions on such subjects as 1c soding. These alone will 
‘then be hand-px cessed. | 

The complete deck of caris should be penmodaced daily for use by 
the C3, ad paeced on to the Yachine Brauch of HID for further peo- 
cessing. 

We should ‘Xplore the possibility cf teking IBM cards which are 
the product of his bockkeepiag, sorting them down in avpropeiste 
order for disse ination to field stations, converting them mecheni- 
cally to 5-chan'el tape, and passing the recult back to the field 
via the Teletay: scheme. | 7 

Busject to proof to the contrary in the course of testing this 

scheme, it is o.r essumption that manpower required in the Machine 


Roous of OOR ani the CS will be a fraction of that saved in oe Divi- 

sions, the field, the CS Staffs, end the several office of pp/I. 
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Reproduction Bottleneck _ 

| | While the model system will use electrical tranamission from pro- 

ducer to consumer, for & sitll portion of CS production, this will not 

“Ae the cane for deus time for the great bulk of it. Until electrical 

transmission becomes the rule, we shall have to continue to rely on 

| multilith-type reproduction facilities. 

| Although the reproduction and dissemination processes are alnost 
identicel, Cable Secretariat reproduces cabled reporta fot’ diacewination, 
and Printing Services Division does the same for pouched Sepey tai The 
reason is that the Cable Secretariat has proved ita corebi et ty for ia 
in its task, and therefore has retained this responsibility. 

We feel that the reproduction facilities of the Cable Secretariat 
are properly used for all internal dissemination of incoming rene and 
for electrical transmission outeide, but that a better capability should 

¢ be established by PSD for all reports not electrically transmiited to 
customers uncer CS numbere -- cabled, pouched or Teletaped. ‘Tate 


. Facility, like the Cable Secretariat, would have to work around the 


Clock and otherwise develop the same high degree cf efficiency. If one 
of our targets is to speed up our routine reporting acrogs the board, it 
would be counter-productive in the long run to process a email sector 


efficiently, sllowing all else to lag. 
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Equipment 
Assuming f vorable conclusions from the test, the issue of broadening 


the system's ay lication will arige. Should presently available equipment 
be acquired for ‘his expansiaa, or should we wait for a petter model? 

One of the weakest aspects of the system is its key element, the 
Flexowriter. Si.se of the problems we have with it are described in 
Background Fape:' No. 10; others are inherent in ite mechanical operation 
and cause troub’.2 for the typist. The Office of Commmications, while 
continuing ite ¢ serch for better gadgets, should seriously consider per- 
ticipating in tl.2 development of improved devices of tha Flexowriter 

type: 4.@. oe witers which make it convenient for a secretary to 

preduce a clear text tape -- or even an excryptad tape oon e: a by-product 
of typing, for ‘ rensmission and later processing, withuat re-keying. 

Speed aside, as keying and retyping processes are eliminated, this 
approach would ¢1 the one hand offer increased taput volwae for the 
growing electricl communications capacity developed by the Office of 
Commmications » apd on the other offer significant eintiGase: eabinea: 
Properly design: 1 and protected Flexvewrlter-type devicea should allow us 
to employ secre aries/commmicators in the field with only moderately 
increased deman.3 on training and skills. We have indications thet 
satisfactory eq: ipment will be available in the summer of 1961. 

The cost oi such a system, while high, may not be ou of line. 

' Three of the deices -- the minim for one link ~- are Likely to cost 


about as much a: one overseas employee in one year. 


So : 
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Extension of System to Other Agencies 


The applicability of the system to our work with other agencies 


arene SE SES a i ee eine 


requires study. It is our belief thet pertinent parts of the systen, 


such as the Initiel Reaction Sheet, should initially be tested in+- 
side the Agency ouly. Extension might then be exemined first of ell 
to those other agencies, i.e. notably Air Force, which use the ISC. 
Specific negotiations should be conducted at the proper time with each 
possibly interested agency; this approach may well, lead to the develop- 
ment of different versions of the Initial Reaction Sheet for each. 

This broadening out, in turn, might meke the ISC useful to ee members 


of the commnty and thus cause them to rely more heavily on the doce 


umnentation facilities provided by CIA, 
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Be saereiitien. Our sbationg aid basne have vagtly aiftertan needs far 
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25X3 : | ected 


tiie tage processing which wlll vind their plare in the we 


PLT y 


‘The components concerned will have to engage in a onthe ds 


3 geneva atudy’ ‘of what mode or nodes of coomisidéat tons wi ae be beet 
oh 


ouited to each Pore abroad, with the partic {pation ani enen case ot 


‘ personnal thoroughly acquainted with Local cont 


“Meant Lne the ‘test proposed here, 12 the Camitter a: sprees hat it 


18 trying, wilh serve to focus the thinking Be the partic tpante 


Ons specifica fina to surface their new v Adeag, 9 as well. aati elr, gualir ted 


th , in the eas probably of equal, value. ; 


